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26 November 1980

MEMORANDUM FOR: Chief, Operations Group
Chief, Production Group _ -
Chief, Analysis Group
Chief, Executive and Planning Staff
(Chief, Administrative Staff

FROM: | | 25X1
Deputy Director, Foreign Broadcast Information
Service

SUBJECT: IG Report on FBIS

Attached.is a copy of the Executive Summary of the IG Report
on FBIS, based on an inspection conducted in the summer of 1979. I
have deleted portiong that criticize personnel.v This copy may be
shown to employees who wish to read it. Readers should keep in mind
that the report, only recently received by FBIS, is based on data
gathered mbre than a year ago, and that recommendations are not auto-

matically implemented. FBIS is responding to the recommendations. (S)

25X1
Attachment:
As stated
<
25X1

Derdivative CL Bg[::::::]

Review on 26Nov00
Derdived Fronmi C9¢3.3
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Distribution of pages of the IG Report will be as follows:

Executive Summary to C/Ops, C/Prod, C/AG, C/DRD, C/AS, and
C/E&PS (on‘l_EX’es Only basis for chiefs and their deputies, not to
be further circulated.) _ ' .

Office of the Director to C/E&PS.

Qperations Group to C/Ops and C/DRD.

Production Group to C/Prod.

Analysis Group to C/AG.

Personnel 'Wnagement. Grdup chiefs, C/EGPS, C/AS. May be
read by senior officers.

Foreign Nationals. C/Ops, C/DRD, C/AS, C/E&PS.

Volume II. Two copies to C/Ops; one copy to be sent to
appropriate bureau. May be read by appropriate Headquarters officers
and by chief and other officers of appropriate indivual bureaus.
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Executive Summary

I. Background
A. Mission

The principal functions of FBIS are to:

- Conduct, as a service of common concefn,
the monitoring of foreign radio, television and
press broadcasts and fokeign publications, and the
dissemination [in English] of the collected infor-
mation to United States Government components.

- Provide translation §upport to CIA compo-
nents and, when appropriate, to other U.S. Govern-
ment agencies.

- Analyze the content, vo]ume, and audience
targeting of Communist broadcast and published
media for indications of Communist objectives;
intentions, and prob]ems,vand report regularly the
results of this analysis. .

_ . ' - Collect, collate, and publish techhica]

and programming information on the world's broad-

‘casting stations.
The functions of FBIS derive primarily from para-

graphs 8 and 9 of NSCID No. 2, revised 17 February 1972.
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Declassified in Part - Sanitized Copy Approved for Release 2012/10/16 : CIA-RDP07-02184R000300510011-1




A |

Declassified in Part - Sanitized Copy Approved for Release 2012/1 0/16 CIA-RDP07-02184R000300510011-1
L\u [N . .

»

DCID No. 2/4, effective 18 May 1976, restates FBIS' tasks

essentially as defined in NSCID No. 2.

B. History, Organization, Budget and Product

© U.S. Government (USG) monitoring of foreign broadcasts -
commenced in.1941 when FBIS was éstab]ished as a part of the
Fedéra]_ Communications Commission. During World War II,
FBIS developed a’col1aborative relationship with jits British-
cbunterbart in the British Broadcasting Corporation (BBC)
which endures to date; After Wor]d'War II, the monitoring
function was transferred io the Central Intelligence Group
e (CIGg), CIA's predecessor organization. At that tﬁme,
another WOrld:Waf IT unit, the U.S. Army's Military Docu-
ments Center, which transiated éaptured eﬁemy mater%a1, was
also merged with CIG. Later, under CIA, these two compo-
nents--as the Foreign Broadcast Information Service and the
Foreign Documents Division (FDD)--plus the overt Contacts

Division formed CIA's Office of Operations in the Director-

ate of Intelligence (DI). In 1963, FDD became part of *the

‘Central Reference Service, now the Office of Central Refer-

ence. In 1967, FBIS and FDD were merged in an effort to

ensure increased efficiency and speed by consolidating the
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’-expfoitation of oral aﬁd published news media and by perfor-
ming overseas work that could be done at lower cost by
foreign nationals with a ;onsequent saVing inbstaff pqéi-
tions at home. When the DI wasvreorganized in early 1976,
FBIS was transferred, as part of a trade of components, to
the Directorate of Science and Technology (DS&T), its
current location. Today FBIS is a sepérate element of the
DS&T and the FBIS Director reports directIy to the Deputy - )
Director for Science and Technology (DDS&T) and participates
régu1ar1y in DS&T staff meetings.

The organization of FBIS is shown on the chart fa;ing

this page. FBIS' principal components are the Office of the

e s

Director and the three~functiona1 groups. The Operations
Group collects information overseas from foreign radio and
television broadcasts and articles of immediate interest
appearing in foreign publications and disseminates the
product abroad and in Washington through its wire services

and its Daily Report publications. The Production Group in

.Washington doés special translations and selects less
time-sensitive articles frpm foreign newspapers and journals
for translation and publication by the Joint Publications
Research«Service (JPRS). The Analysis Group analyzes

Communist radio and television broadcasts and publishes

SECRET
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its findings in Trends in Communist Medfa and special

reports. The mission, staffing, budget and performance of
the groups, including the field bureaus, are detailed in the

_ separate sections of this report.

Abidjan. and the Persién Gulf.

FBIS budget figures do not fnc1ude receipts of approxi-
mately $127,000 annually from other U.S. Government agencies
for special translations done by JPRS or the costs to
‘Printing and Photography Division of printing FB;S publica-

tions.
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C. Between Inspections

The last full inspection of FBIS took pTace in 1968.
An eight-day abbreviated survey was conducted in the Head-
quarters area in 1976 and at two domestic installations in
1977, primarily to en§ure compliance with the laws and
regulations governing Agency activities. While these
inspections found that FBIS was a productive, low-cost, and

well managed Agency component, the reports contained a

number of recommendations on a variety of topics. Our
1hspection established that the changes wﬁich were suggested
then have been implemented and that there were no hold-over
prablems we neéded to address.

e We did, however, ‘encounter some objections tovan
IG recommendation in 1968 that FBIS stop all editing of
texts that originate in English. Editors tell us that this
often leads to awkward and in some cases misleading phrase-
ology. We therefore suggest that FBIS use its good judgment
in processing such texts.

The 11 years which have elapsed since the 1968 inspec-
tion have ‘been momentous ones for 'FBIS. One major change
resulting from the reorganizations of the Directprate' of
Ihte11igence and the Directorate of Science and Technology

in late 1976 was the transfer of FBIS to the DS&T. Since

(8]
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FBIS had comprised a large 'part of the DI and the then
DDI had drawn from it the resources to staff and maintain
newly established DI componenfs, FBIS anticipated that the

- DS&T, with its larger resources, would feel little need to
infrudevupon it for manpower and funds and wou]d be better
able to support its desire to automate portions of its work
and\ass%st in developing more technically advanced collec-
tion systems. The change dfd benefit FBIS in that it
Wwas no 1ongér looked upon as the resource cornucopia for its
.parent component and it was pleased that the DS&T left it‘
alone to manage its own affairs. However, FBIS believes
that it has derived few of the anticipated technical bene-
e ‘ ~ fits from its association wfth the DS&T, and the DS&T's
~focus on higher priority programs has resulted, in FBIS'
view, in a less than ideal uhderstanding,of FBIS and its
problemé. Moreover, the change has attenuated FBIS ties
with the rest of the Agency and hés lessened some of the
close relationships which fofmer]y prevailed between FBIS
officers and DI (later NFAC) analysts. Even so, on ba]ancé,
almost all senior FBIS officers believe the shift from the
DI to the DS&T has been‘helpfu] from a resources standpoint.

International evenfs since 1968 and expanding and

changing collection requirements have also impacted signifi-
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cantly on the FBIS dverseas‘bureau structure and have
required the constant attention of FBIS manggement; indeed,
FBIS' overseas operations have been its major preoccupation.
The following events, whiéh are not all inclusive, illus-
trate some of the problems with which'FBIS has had to
cope.

- The Caribbean Bureau }n Puerto Rico, which opened
in 1965, closed in 1973 after proving unable to fulfill
its expectations. This bureau has become known in FBIS
as an expensive mistake.

- New collection requirements on the Southern
Cone of Latin American necessitated the opening of a
i - new bureau at Asuncion, Paraguay in 1973.

- FBIS' Jlarge Cyprus—based Mediterranean Bureau
(Medbureau), which provided centra]ized coverage of tﬁe
Middle East, was ovérrun by the Turkish invasion of
Cyprus in 1974. This impelled FBIS to diversify its
overseas operations (which included moving many of its
foreign national monitors) into smaller units capable
of proeviding some redundant coverage. In the cases.of
the Mediterranean, the Medbureau collection tasks were
assumed by TDY units at Athens, Beirut, and Té1»Aviv.

In 1975, events in Lebanon required forced closure of

7
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“the facility there and permanent bureaus were estab-
iished in Amman, Nicosia, and Tel Aviv. FBIS continues
to maintain a TDY team at AthenS, having been unable to
date to obtain permission for a permanent facility.

- - The Saigon Bureau was closed in 1975 when Saigon
was overrun and coverage of Southeast Asia was assumed

by the Bangkok Bureau, which had been estab]ished as a
contingency back-up unit. | : -

- The Hokkaido unit was also closed in 1975 and
the Tokyo Bureau in 1976. Collection was diverted to
the Okinawa Bureau and the newly formed Hong Kong and

Seoul Bureaus. |

EE - In 1976, the Kaddna, Nigeria BureaQ was closed
at the'request of the Nigerian Government and FBIS

coverage of West Africa was only resumed in 1979 when

thé Abidjan, Ivory Coast Bureau, was formed.
- The small unit in Cologne, Germany, which is
subordinated to the London Bureau, was closed in 1973

and reactivated in 1979.

- During 1978 and 1979, intensified requirements
for coverage of South Africa, Central Asia, Afghani-
stan, and Iran prec{pated extensive efforts by FBIS to

open new bureaus to cover these areas. After a number

SECRET
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of abortive atteﬁpts detailed in the section of this
report dealing with the Operations Group, the new
Gulf Bureau on Bahrain was established in mid-1979.

- Reductions in the number of FBIS staff positions
overseas coupled with the constantly increasing number
of bureaus, required the conversion of staff admini-
strative and engineering slots to foreign national
positionﬁ.

- FBIS communications were updated through tie-ins
to the Agency and Defense Depértment's satellite
systems. v
. During the 1l-year interval between major inspections,
e | FBIS also géve attention 'to‘ its Headquarters components.
Among the problems it attempted to address’were:

- integrating the former Foreign bocuments Division
(which is now FBIS' Production Group) into the rest of
FBIS, improving career opportunities for linguists, and
obtaining greater productiiity'from sub-components
without additional personnel resources, |
| - *improving the Joint -Publications Research
Service (JPRS) products,

- automating the Daily Report (the FBIS vehicle

for publishing the information collected by the over-

- ' seas bureaus),

A0
T
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- ensuring that equal career opportunities were °
available to all employees and that there were more.
open éommunications between FBIS maﬁagement and its
personnel, |

- handling new compliance, grievance, Freedom of
Information Act (FOIA) and PriQacy Act requiréments.
How FBIS has coped with these and other challenges

abroad and at home is treated in the various sections of
this report;

II. Effectiveness

During our inspection of FBIg, we found it to be a
unique U.S. Governmént fSefvicev'of common concern" which
provides foreign, open source information effectively,
rapidly, and in gquantity to U.S. Government (USG)vpolicy-
makers, éna]ysts and researchers, as we]j as to non-govern-
ment sﬁbscribers and even some foreign governments. FBIS'
products are indispensable to a number 6f its Intelligence
Community (IC) customers and of considerable utility to many
others.

FBIS‘output is large. Printed and typescript produc-
tion in an average month is approximately 30,000 pages, in
addition to thousands of'biograbhic, economic, and technical

abstract cards. The 16 field bureaus and units wire-file to

10
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FBIS Headquarters about 231,000 publishable words a day;
of these, approximately 40,000 are disseminated by the Wire
Services Staff and about 137,000 are published in the Daily
Report (DR). The field bureaus also provide directly many

services to a host of "lateral consumers"--mostly U.S.

diplomatic and military installations--around the wor]d,;
as well as to U.S. de]egation; to SALT, MBFR, and other
negotiations. Ad hoc arrangements are also made to service -
- the President and,othen high U.S. officials during visits
abroad, as well as U.S. negotiators at international confer-
ences. Most of the FBIS product is unclassified. The July
197? "Bib]iography" of FBIS publications 1fsts 56 regular
S jssuances, ranging in periodicity from daily to quarterIy,
with considerable in-between variations. About six percent
of the total printed and fypescript output consists of .
classified translations fof Agency components. .
FBIS is'justifiab1y proud of its ability to meet
. ‘ the increasingly numerous Community requirements on a

timely basis and to manage its affairs economically. Even

in these .days of troublesome inflation, it remains a
cost-effective Bargain.
There are, however, factors--some external to FBIS

and some deriving from its leadership and management--which

11
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impact adversely on FBIS' ability to maintain,'expénd and
improve its'services. These include:
i Its separation from the rest of CIA. Histori-
cally, FBIS has been not on]y-physica11y located at a
distance from CIA Headquarters, it has been separated
psychologically as well. FBIS employees tend to see
their work with open sources as sharply differentiating
them from those in the Agency who deal with classified -
data. Some FBIS personnel also find the types of
activities the Directorate of Operations (D0) conducts
to be morally repugnant and they seek to distance
themselves from.them. Yet others tend to think of
v - themselves primari1y as FBIS rather than Agency em-
ployees and they see the Agency as a distgnt parent to
whom they haQe thin‘ties and with whom they want a
minimal relationship. On the other hand, there are
many employees who would 1ike to know more about the
Agency and feel closer to it. The feeling of separate-
ness from the Agency which runs through FBIS can be
illustrated by thebfact that, during our interviews of
FBIS personnel, we found that some did not knowvthe
names of the most Eenidr Agency_officia1s, including
their own directorate chief, the DDS&T. Others could

12
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‘not identify the DDCI. One officer, who was asked the
name of the DCI, startled the inspector by responding,
"Turner, I think." While this was an unusual case, it
and the other exampfes point up the problem. The
converse of this situation also pertains. Personnel in
other Agency combonents, however much they may use FBIS
products, tend to Took down’on FBIS personnel as out of
the mainstream and consider FBIS' primary function of
dealing with overt foreigh medfa information as dull,
mechanical, and less important than their own jobs.
The result is fhat few Agency officers, even senior
ones whose.responsibilities include dealing with FBIS,
- are very interested in-it, understand in any detail how
it performs its functions, grasp the full extent of the

contributions it makes to the Intelligence Community

and other USG departménts, or have a good concept of
its problems and what is needed to resolve them. FBIS
is left to "do its own thing." The effects on FBIS and
the Agency of this isolation are found in this inspec-
tion report. While FBIS management has been aware.of
this separateness. problem and has taken a number of
steps to bridge the gap, greater intercoursé--more

natural and closer relationships--between FBIS and its

13
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parent directorate and the rest of the Agency (espe-
cially NFAC) is needed.
® - The overt association of FBIS with CIA. Because
of FBIS' open affiliation with CIA, foreign governments
‘have refused to permit the establishment of new bureaus
on their territory. Additionally, because of concern
that an overt CIA presence will complicate U.S. rela-
tions with host governments or out of reluctance to )
expand the U.S. official presence in their areas of |
responsibility, U.S. Ambassadors have often slowed down
or frustrated FBIS efforts to create new FBIS facili-
ties to meet new Intelligence Community requirements.
Q¥f - Lean staffing. The fact ﬁhat FBIS is a service
of common concern to the.U.S; Government,,not just to
the Agehcy, has an impact upon FBIS staffing that may
not be fully perceived. FBIS is constantly responding
to an increasing number of reduirements and requests
from such USG entities as the Department of Fisheries
and the Congress, as well as from Intelligence Communi=
ty components, with a staff which has over the years
been réduced considerably. Each requirement or request
for information takes time to seryice. The reauctions

in staff positions in FBIS have strained its ability to

14
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expand overseas énd meet the constantly increasing
requirements and requests being 1evied upon it from |
within the Intelligence Community as well as from
without. . At some point-?some knowledgeable FBIS
offiéers say it is already at hand--FBIS will not bé

able to continue to accept new demands without shedding

some on-going activities. In short, like others, it
cannot forever do more -with less. Something has to i
.give.

- BBC problem. The BBC monitorihg service provides

a substantial portion of the FBIS radio-monitored

' product. . Possible funding cuts andireductions in

— levels of BBC effort being considered by the U.K.

government Coﬁ]d impact severely on FBIS and require

the development of alternative collection mechanisms at
considerable cost.

- The unattractive nature of overseas service.

. ~ The very real personal danger in serving abroad with.

FBIS, an acknowledged CIA component, is a source of

concern to many FBIS employees, as is the dislocation

or loss of income to wbrking couples who cannot both be

accommodated in FBIS bureaus overseas. The rising

costs in U.S. dollar terms of living abroad is another

15
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dampening factor. Overseas service is c]ear]y'not as
attractive to FBIS employees as it once was and this
has led FBIS to adopt a directed assignment policy for |
editors at grade levels GS-13 and below which is
vigorously enforced and somewhat controversial among
emp]oyees.‘

- Rising costs of overseas operations. FBIS,
as well as other USG and U.S. commercial organizations
must grapple with costs which have grown dramatically
in recent years. In some areas FBIS foreign national

_employees' salaries exceed that of their bureau chief.
- Funding problems. Agency budgetary constraints
- have resulted in the postponement of FBIS' efforts to

éutomate the operations of its major production compo-

nent, the Daily Report, a highly desirable objective
fbr'the reasons we note in our report on the DR.
Funding difficulties have also caused the deferment of
other projects designed to modernize and improve FBIS

operations.

- Difficulty in recruiting Tinguists. FBIS has

had difficulty in recruiting for its Productjon Group
-.certain categories 6f linguists with skills adequate to
meet its needs and those of the Directorate of Opera-

> : tions. Among the more pressing requirements are

16
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‘linguists skilled in Arabic, Farsi, and some of the
East European languages, and Russian, Chinese, and
Japanese Tihguists with scientific and technical
backgrounds. FBIS has commenced sending its own
recruitment teams to seek out suitable candidates. It
needs to do more of this if Agency and Community needs
are to be met. -

A. Effectiveness of Management

We have previously recorded our finding that FBIS is an

important and in some respects an indispensable service of
common concern to the USG and that it has been managed in a
way which makes it a cost-effective bargain even in these
s daysvof high inflation. We héve also summarized some of the

problems, especially overseas, with which FBIS management

has had to deal in recent years’énd with whith it has
genera]iy coped well. Much of the credit for this must go
to the Directorvof FBIS, who at the time of the inspection,
had held his position for six years, as well as to.the
number of capable, often highly fa]ented officeré, many of
whom were recruited or developed under his aegis, who staff
various FBiS components. Despite this highly:positive note,
we also must record that-we found a variety of problems in

FBIS, including some of long standing, which need resolu-

17
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_tion. These are detailed i‘n ‘the various component. and

bureau reports wh1ch compr1se th1s report.

— i e e v oe e 2o S
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We also assessed leadership and management skills
at lower levels during our inspection of the field bureaus - '

and the various FBIS Headquarters components.

We found that fie]d bureau chiefs exhibﬁted commendable
'_Téadership of their staffs and that both U.S. and foreign -
nafiona] employees responded in kind. Bureaﬁ chief manage-
ment §k111s varied, however.\ The basic work of the bureaus
--the monitoring, editing and transmission of the product--
énd their liaison relétionships were very well handled

and, for the most part,_.U.Sl staff and foreign national

personnel were proper]y'and thoughtfully managed. The

record on the administrative side, especially concerning

~
(N

financial matters, was uneven. The problems encountered
often were a reflection of jnadequate (or no) training at
. ~ FBIS Headquarters or lack of interest on the bureau chief's

part.

At FBIS Headqu§rters.we found that while the Director
of FBIS had personally adopted a consensual managerial style
in dealing with major FBIS problems, he had also decen-

tralized the day-to-day management of the staffs, groups,
18 .
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and their sub-componénts, the sole exceptioﬁ Béing the ¢
Operations Group which in practical termé was run by a
triumvirate consisting of the Director and Deputy Director

of FBIS and the group ch1ef The inspection disclosed that

staff and group chiefs devoted much of their time to policy

and resourcé management concerns and to participation in one

or more of the numerous FBIS ’CDmmittees studying various

prpjgcts and'prbb1ems, and that their sub—components were -
often left to operate essenti§11y on their own. Curiously,

the same situation prevai1ed'downward from level to level,

leaving us with the conclusion that FBIS had many levels

gfrTanagers but,few_supervisors. |

. With -respect ;pm?the 'variqus senior Headquarters

- components, we fduﬁd -excellent Jleadership and managerial

.-abi]iﬁy at;thg senior §taff levels, including the Executive

Planning, Budget and'Finaﬁdé,'and Liaison and Requirements
chiefs. The intgrimfchjef of the Administrative Staff
. . had made a commendable start toward solving many of the

problems with which his staff was confronted.

Among. the major Headquarters groups the record was

mixed.

20
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Branch chiefs and ﬁd@é?waVEiMEU§é}yisdggwvaried
greatly in their leadership and managerial capabilities.

Many were excellent, taTented productive officers, while

. 3 some others, espec1a11y in the Product1on Group, were
) supervisors in name on1y and . had been placed in their
. pos1t1ons as rewards for 1ong ‘and capable service as lin-
gu1sts rather than for the1f ability to oversee the work of
others. |
. | B. Effectiveness of Comggneﬁts and Operations

- 1. Office of the Director

'The Office of. the Director of FBIS (D/FBIS) includes
the Director, Deputy Director (both retiring in January

1980) and their secretaries, an Executive and PTanning

| Staff, and the Administrative Staff. In addition to his

21
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executive and adminisfrative staffs, the D/FBIS relies
heavily on his Management Committee of senior officers to
study and recommend courses of action on a host of major and
. minor policy issues. He also uses such managerial tools as
the Career Panels, the FBIS Advisory Team (FAT), newslet-
ters, and periodic field trips for inputs into his decisions
on operational and personnel matters. Although faulted for
~ overcaution and lack of firmness in some manqgeria] matters;
such as pressing FBIS' case for new resource needs, the
D/FBIS has been forward leaning in some areas. He has
achieved, for éxample, an especially commendable equal
opportunity record.
N The Executive and Planning Staff (E&PS) serves as

a broker for the Director and other top managers in prepar-

ing for their meetﬁngs, servicing their needs, inc]uding
budget énd other planning, and screening inputs to them. We
found the staff as a whole to be highly competent. We
believe, however, that the Liaison and Requirements (L&R)

section of E&PS needs to take on a strengthened evaluative

function, and we believe that the L&R Branch needs addi-
tional officers to enable it to conduct more regular,
formal reviews and in-depfh evaluations of the FBIS product,

similar to those conducted by the DO and NFAC.

22
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Our interviews with members of the lean Administra-
tive Staff left us impressed with the mqny ‘hard-working

people supporting Headquarters personnel and the overseas

 bureaus. _ - T

- 2l Opérations'Groupvand'Fier Installations

: ‘The Operations Group is responsib]e for the'activities
of‘13voverseas fiéid'bureaus, two small field units located
‘in Cologne, ‘West Germany aéd Athens, Greece; and one domes-
tic’ bureau at Key West, F1ofida. It also manages the
Daily Reporting_Division_(DRD),— which. supervises the two

primary Headquarters vehicles for disseminating the field

bureaus' product--the Wire Service and the Daily Report--and
prepares editors for  overseas service.  Two staffs, the

Field Coverage Staff and the Engineering Design and‘Support

Staff, facilitate field operationé.

23 .
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Operations Group -~ v % is capably o .
Ted by é veteran FBIS field officer, but he is, by his own
~ admission, spread too thin. The majority of his effort is
- spent oh the probiems of the wof]d-widé'network of bureaus _ -
and units. | |
While we  agree with the priority on field operationé,
we nevertheless found that long-standing problems in con-

nection with Headquarters dissemination of the field product

.through the Daily Report are'not getting enough attention.

Early resdidt1on of these prob]ems, wh1ch have been much

stud1ed for f1ve years w1thout improvement, is one of the

most pressing needs of the‘Operat1ons Group. N

The W1re Serv1ce is .important to- po11cymakers and

ana]ysts dea11ng w1th fast moving developments throughout

. the world, but its customers in Washington are limited and
fhey receive only a selection--the most current or most

newsworthy--of total bureau output world-wide. ‘The printed

and somewhat less timely- Daily Report reaches a far Qider

audience and is the "bread and butter"'of FBIS. Therefore,

24
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the existing situatioﬁ, in which the Daily Reporting'Divf-
sion is unable to publish all of the material its editors
select from the copy monitored by the field is disturbing
and detracts from overall FBIS effectiveness.

The Dajly Report problems are basically threefold:

(1) inadequate staffing in terms of numbers and experience;
(2) antiquated and inadequate methods of preparing the Daily
Report for publication; and'(3) the need for an automated

field bureau and Daily Report production process.

The first two problems could and should have been
solved by managemeht long ago. It seems obvious that if it
is worthwhile to have a Qor?d-wide monitoring and transla-

— ting service, it is- worth ensuring that the material col-
lected is, at the very least, typed in a time]j manner and
disseminated promptly in the volume desired to Commuhity
customers. One suggestion we believe worth exploring is

that newly recruited Agency clericals awaiting clearance be

used to type the unclassified Daily Report material.

The Chief; Operations Group was instrumental in gaining

approval for a study of the Daily Report done in mid-197% by

representatives of the Columbia Graduate School of Journa-

lism. The resulting Trump/Conn study focused on alterna-

: . tives to the present method of producing the Daily Report,
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on editing and publishing aspects inc]uding the'rapid

turnover of editorial personne1, and on the need for

modernization of the .editing and publishing process.

‘ Given the fact that FBIS lost about‘25 percent of its total
editorial complement in 1978, we heartily endorse the o .
Trump/Conn recommendation that the problems affecting the

Daily Report be addressed promptly.

The third problem--Daily Report automation--was tried

in 1975, but was overly ambitious ahd fai]ed.‘ No substitute
system has been imp]émented, although FBIS asked for addi-
tional resources for DR automation in-both its 1978 and 1979
budget submissions. We are persuaded that automation would

go far toward resolving many of the editorial, typing, and

communications problems which have existed for so long. It
would also bring FBIS into line with the 60 peréent of U.S.
. newspapers which have automated their newsroomé. We further
believe that FBIS management might have done more to press
its case fbr automation. For éxamp1e, had it included
automatfon in its FY 1979_budget as an unfunded requirement,

FBIS might have had reason to retain some or all of the

it Tost to the DS&T for another component's

needs and to reprogram the money for a start on automation.
Overseas, our inspectors found that field bureau

leadership and mora1e are generally good, and that bureau
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operations are effective. Staff dedication is high, and ﬁn
most bureaus, monitors are skilled and professiona]. There
are some problems, however. Almost all bureaus, for exam-
ple, express a need for regﬁlar feedback on their production
efforts to help them see if they are on the mark. Editors
note a lack of consistency in editorial procedures. Training
programs, especially in sﬁpervis}on and financial management
" for new bureau chiefs and in foreign culture and language - -
for editorial officers posted overseas, need to be improved.
In addition, we believe that FBIS and the Office of Medical
Services should look into an evaluation program that might
ideptify staff and dependent suitability fof overseas
ere life before departure for the field.

We do applaud the 90-day TDY training program for new

editors at the Okinawa and Panama Bureaus. Despite minor

problems, the program provides a gobd test of aptitude and

excellent training. We belijeve it would be beneficial if
this program ¢ou1d be expanded so that all new editors could
be accommodated either at Okinawa, Panama, some other bureau
or, as some bureau chiefs propose, through some form, of
simulated bureau operations at Headquarters.

In Latin América, we found that radio covérage of

Central America is spotty at best. There is a particular
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gap in coverage of E1 Salvador, Honduras, and Guatemala, all

trouble spots.

Key West Bureau would like to lease

. housing for its employees on the U.S. naval base but FBIS
approaches to the Base Commander and the Navy Department
have been fruit]éss. An apprbach by a higher 1éve1 Qf the
Agency to the Department of the Navy appears warfanted.

We found no serious problems in East Asia, although
editors at Okinawa Bureau believe that they,mUSt Work'night
shifts too frequently. Bureau management problems concern
mainly the administration of\foreign'nationals; |

In Africa, we found fhat‘Abidjan Bureau's coverage was

mE not of great interest either fo.the U.S. Embassy there or to
many NFAC analysts at CIA Headquarteré; in our opinion, this

subject needs examination. FBIS opened tﬁe Ivory Coast
Bureaubmainly to fulfill its part of a long-standing agree-

ment with the BBC to share African coverage and because of

.an opportunity at hand to replace the former Nigeria Bureau.

Other prior needs for coverage in South Africa and Southwest

‘Asia were frustrated, however, and coverage needs in Central

America received inadequate attention.

We found that receﬁtion surveys have not always been

conducted before new bureaus are authorized and established.

28
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In Bahrain, where FBIS appears to have moved quitk]y
under high-level pressure from the Community to set up’
the Gulf Bureau, FBIS relied mainly on the results of
reception testing in neafby Qatar. Generally speaking,
other bureaus involved in Middle East coverage--Jordan, Tel
Aviv, and Nicosia bureaus--are performing effectively and
have good mutual back-up arrangéments. |
- We noted, during our survey, that while FBIS has -
been Tooking into adequate back-up facilities for BBC
coverage of Soviet, East European, some Middle East and
African radio broadcasts, nothing has yet been brought into
imQ1ementation. The AUstrian Bureau, which currently shares
e some BBC East European.coverége, has_a troub]esohe problem--
the high dollar cost of the foreign staff at the Austrian
Bureau (because of the dec]ine of the do]]ér ih relation to
the Austrian.schi]]ing);-whiﬁh may soon compel FBIS to
consider whether and how to replace bureau monitors as they
retire. |
For many of the reasons above, among others, we believe
that FBIS-needs to accelerate the development of remotely

installed collection facilities. Although potentially

feasible within the state of the art, remote automated

monitoring by satellite would entail technical modification
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so far deemed too expensive and of too low priority to

program in the near future.

In general, FBIS can take comfort in the fact that its
bureaus-maihtain»good, if not always close, relationships
with U.S. Missions errseas. Our reports note, however, that
a problem area exists in the administration of foreign
employees. This‘ subject s discussed in greater detail

. later in this summary and in a special section concerning

management of foreign nationals.
It is a credit to FBIS that the relationships of
its field bureaus with host governments are of a high

order. We found this to be true world-wide. FBIS ;elatiohs

with the U.K.(BBC)

is a solid one, based on

mutual need and shared cost, and we consider it in the
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Agency's interest to'contique and encburagé £Hfs close
cooperation. The relationship, nevertheless, is vulnerable
to such vagaries as British labor demandﬁlor U.K. budge-
tary cutbacks. We therefbre believe that FBIS management
mustvdecide soon how it will pick up coverage now provided
by the BBC should it be disrupted or terminated because
of strikes, funding problems, ‘or other BBC difficulties.

Despite its problem areas, we found that the Ops Group
field bureaus and units are effectivé]y collecting and
disseminating a product important to customers. The problems

of the Daily Rebort'at Headquarters,. however, detract from

overall effectiveness, .and need management attention,

— particularly as long as this publication represents FBIS to

much of the Intelligence Community and to the world outside.

3. Production Group

The Production Group (Prod Group) at FBIS Headquarters
translates, publishes and disseminates as a service of
common concern selected material of dinterest to the U.S.
Intelligence Community from foreign publications including

press media.. Prod'Group also maintains an index of informa-

tion on unclassified foreign translations available govern-
ment-wide and performs special foreign language services of

- a classified or unclassified nature for other components of

. ' | 31
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CIA and the Community. The Group's staff 1fnguists screen
foreign publications and select material for translation in
response to réquirements from the Intelligence Community.

. Most of the material selected is farmed out to independent
contractors for trans1ation under the auspices of the Joint
Publications Research Service (JPRS), an off-premises
compoﬁenf of the Production Group, and then disseminated in

~unclassified orv"Official Use Only" JPRS publications.

On balance, we judge the Production Group to be doing
an effective job.' We are concerned, however, that it may
be spread thin in trying to be all things to all people,
and believe it could benefit significantly from a Strength-
S ened FBIS requirements and evaluation process.

The key supervisory personnel in Production Group are

the program officers, who are the lowest managerial Tlevel
and, in our opinion, very ﬁneven in quality. Above thenm,
Production Group managers at branch and division level seem
almost totally preoccupied with managing resources and
reporting accomplishments and appear very little involved

with what their branches and divisions are actually doing or

how they are doing it. Although many Prod Group members were
confident of their mission and their product, many others--
especially younger officers--questioned their own utility

. and expressed a need for greater guidance and feedback.

EeEH ' 32
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We are concerned that unless management takes a mo?e
active role in both the quality of the product and the
quality of supervision in Production Gfoup, FBIS will lose
many of its brightvand wei]-educated younger officers--and
the Agency much of its good language talent. We have there-
fore recommended that FBIS take steps to introduce a
stronger mechanism for conddcting regular reviews and
evaluation of the Production Group's requirements and -
products, as well as steps to bring about stronger leader-
ship and direction from Production Group branch and division
managers.

4. Analysis Group

- The Analysis Group (AG) reads and interprets the media
of Communist countries and publishes the weekly book, Trends

in Communist Media, which analyzes reactions to interna-

tional events and U.S. po]icy moves as registered in Soviet,
Chinese, Asian, East European and other major ‘Communist
media. It also prepares and publishes sfudies'in greater
depth on Communist trends or reactions based on media
analysis, .and has the primary responsibility in CIA ,for
compi1ihgfwor1d-wide reactions'to such events as the fé]] of
Sky1ab.. It also provides collection guidance to FBIS field
bureaus and participates in the allocation of FBIS coverage

33
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A scholarly atmosphere is found. within Ané]_ysis

Group, with highly qualified ana1ysts--many at the doctorate

level--preparing high quality inte]ligence.::“

—— - ~ T T T T e T e L

OSSO o e e e - © e e U U S P DU,

AG's procedural or conceﬁtua] prob1em involves the

claim by some in FBIS that AG operates with a Cold War
mentality. It has firm requirements for certain material
from Communist media, including the full texts of speeches

. by key Communist leaders and full texts of erticles and
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editorials from party journg]s or Aother offic%é] media.
. These requirements are called "mandatory texting" and are
vthe cause of much controversy within FBIS; Some editors,
both in Headquarters and in the field, feel that too much of

the Daily Report is taken up with this material and that it

edges out other items of current interest, especially
material from the non-communist wor1d. Whether or not,
as many editors and fofeign-dotuments officers claim, .
mandatory texting is a legacy of the Cold War, it places a
heavy burden on somé field bureaus and Headquarters compo-
nents and is an issue which FBIS management should contin-
ually reexamine.as part of the entire requirements/resources
o /evé]uation process. As_apranci11ary problem, we note that
a considerable amount of FBIS manpower (both in Headquarters
and at London and Okinawa bureaqs) is tied up in the prepa-:
ration of the Soviet aﬁd Chinese commentary lists appearing

as a statistical appendix to the Trends.

IIT. Employee Attitudes and Problems

As might be expected, we found that employee attitudes

and morale vary widely in FBIS, with employees in the field

tending to be more positﬁve. We assess morale in the
bureaus as good in spite of the decreased attractiveness

- noted earlier of serving overseas, not the least of which is

. - o 35
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dangef of terrorist activity or mob violence. In Headquar-
ters, our assessment is that'mora1e is fair, but we found.
“enough instances of poor morale to conclude that the squect
still needs management attention. ° Leadership, or rather
uneven quality of leadership, and the need for more effec-
tive feedback, are contributing factors, in our opinion. 'We
also found both-in the field and in Headquarters‘a wides-
pread perception tHat FBIS leadership is overly taufious
and does not'make necessary management decisions. We found
considerable unhappiness among Ops Group employees over -the
FBIS policy of directed assignments.

Overseas employee comments about schooling, health
care, and housing indicated few problems of a significant
nature. Most employees seemed relatively happy in all thfee

areas. There were the usual complaints about rising

costs--particularly those related to housing.
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V. Consumer Usage

U.S. embassies and U.S. military commanqs overseas -
almost uniformly praised the FBIS laterally-disseminated
teletype material they receive. Some termed it "vital"®
while many others considered it "useful." There were a few
exceptions, primarf]y in Okinawa and Abidjan, Where interest

o was minimal. Reaction to._the Daily Report books pouched

.....

abroad was uneven, and no overseas customers we interviewed
found JPRS publications useful.

During our inspection,: we circulated under the aus-
pices of the Collection Taﬁking Staff questionnaires
concerning FBIS products to various members of the Washing-

ton Inte11igen¢e Community. We found that the Daily Report

books were regarded as unique, useful, and accurate, ,if

somewhat drab, pub1ication§. Customers who have a need for

the most up-to-date information are avid customeréhof FBIS

wire traffic and are deeply appreciative of the servicé it
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provides. The Analysis Group.publication, Trends in Commu-

nist Media, is well received by Washington analysts--
both civilian and military--involved in Soviet, East
. European, and Asian Communist affairs. The Trends also
received some favorable comment from the field, especially
in East Asia.
VI. Compliance
The Liaison and Requirements Branch of the FBIS Direc-
tor's Exchtive.and Planning Staff handfes matters of
compliance and propriety stemming from the restrictions

‘on intelligence activity as cited in Executive Order 12036

as well as those of

N particular concern to FBIS, such as copyrights. The IG
survey of FBIS in 1976, which mainly dealt with compliance,

raised some questions in regard to the existing restrictions

on FBIS'employment of U.S. media representatives and clergy-
men as independent contract translators. FBIS promptly
addressed these concerﬁs and was Qranted a waiver for thisv
purpose.

The 1976 survey found that the knowledge within FBIS of
the specific regulations governing propriety was spotty
below senior management levels and recommended thét FBIS

"prepare a guideline specifically tailored to potential

39
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illegalities inherent in its- operations.”

Our recent survey found few problems of a compliance
nature and noted that FBIS management had been conscien-
tious in its monitoring of areas where problems might.
arise. Most FBIS employees interviewed indicated a belief

that FBIS management was highly sensitive to the subject of

compliance. Although not- all FBIS Headquarters employees

knew the specifics of "the compliance documents, most indi-
cated that they knew enough to raise questionable matters
With their supekvisors. There were somé employees, however,
who admitted they knew nothing about compliance. Although
. FBIS management had circulated the compliance documents
in FBIS Headgquarters prior to our arrival, we found that not
all employees remembered reading them, and a few confused
them with the personal conduct regu]étion which circulates
yearly.

In the field, we found that some bureaus filed copies

of the compliance documents in reading folders containing

40
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all sorts of administrative paper. We also found that not

all bureaus had all of the pertinent documents on hand.

We suggest that FBIS Headquarters managers and the

.

- field bureau chiefs put_ all of their pertinent compliance

documents in a folder separate from other adrni.nistrative
matters ahd circq]ate it at fixed intervals. We further
suggest that the orientation prog‘ram for new émp;loyees
(including clericals and graduate fellows) include a brief-
ing on compliance and that FBIS Headquarters work out an
unclassified policy guidance statement for associate editors
who work on field editorial desks. .

VII. Personnel Management

Qur survey report includes two special sections,

"Personnel Management" and "Management of Foreign National
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Employees," which highlight topics touched on elsewhere in

our report, but which we believe merit centralized, cohesive

treatment. Our findings in these reports are summarized

. below.

A. Personnel Management

Each of the three groups within FBIS--Operations Group,
Production Group, and Apalysis Group--has its own identity .
and idiosyncrasies. In essence, this means that FBIS has -
three separate entities which do not comp]éte1y mesh. We
believe that this structure contributes to many of FBIS'
personnel managemenf problems, especially with regard tq
employee evaluations and assignments.
e At the time of the survéy, the FBISvevaluation system
for promotion and certain other personnel actions was in the
process of being modified. Memberships of ranking and
eva[pation sub-panels were\being reduced and restricted to
persons two grades highervthan those being ranked. Written
Pérformancev Appraisal Reports, rather than oral input by
supervisors, were to be.'emphasized as the true guide to
performance. Sub-panels were to continue to make promotion
recommendations to the top 1eve1 Career Panel for approval.
Within the three FBIS groups,vwe found that 6pinions

varied widely about these sub-panel modifications.  Some
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employees were pleased that oral inputs no Wongéf would be
as compelling with the sub-panels. Oéhers were concerned
about the emphasis on the fitness reports, c]éiming that
supervisors'would‘no longer be able to push for recognition
for deserving employees. Still others claimed that fitness
feports were frequently "dishonest" and "oblique." The
latter allegation was particularly prevalent in the Produc-.
tion Group where some branth‘and program chiefs were viewed
by their subordinates as poor managers and poor Tleaders.
SUffice it to say, both the past evaluation system in FBIS
and the new modification to it came in for their share of

critical comment.. In the interests of ensuring a better

personnel evaluation process, we suggest that FBIS place
more emphasis'pn the writing of fair and impartiaT fitness
reports, and that these be the primary reference fof sub-
panel as well as Career Pane1 considerations. In addition,
FBIS should consider developing written criteria for promo-
tion at each grade 1eve1'and cohsider publishing a handbook
(or some other means of communication) which éxp]ains these
criteria and the -procedures of the new panel evaluation
system.

In recent years, FBIS management has attempted to break

down the barriers between the disparate groups by assigning
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middle-level managers to positions outsidé their parent

groups. For example, the Deputy Chief of the Analysis Group

is from the Operations Group and the three current division

_ chiefs in the Production Group.are from other groups.

Some junior officers from Production and ‘Analysis Groups

have been assigned to the field bureaus for rotational tours

and Ops Group editors occasionally serve in one of the other

~ two groups. : | . R
As might be expeéted, the practicé bf’ehtouraging
rotational éssignments at the midd]é management level has
not met with uniform acceptance. Some linguists, for
example, opt to stay in Production Group for an entire

. career because they enjoy their work and worry about the

erosion of their language skills if they accept rotational
assignments. Moreover, we heard a constant refrain that the
top jobs in FBIS'go to those who comé upﬁthroughlthe edi-
torial ranks, and.there appears to be some substance to this .
observation; On ba]ahce, however, we found that FBIS
management's practice of rotational a$signments at the
middle managément level was beneficial.

B. Management of Foreign National Employees

Many have served with FBIS

44
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sinée the 1950s or 10ﬁger and all but a few appear to enjoy
_Tworking for FBIS. There are basically two types of FBIS
foreign national employees: the "10Ca1 hire" who is gener-
ally but not always a citizen of the country in which
a bureau is located, and the third country national (TCN)
who is neither a citizen of phe United States nor of the
country inQo'Ived. |
We are concerned that FBIS has no comprehensive policy
or plan to effect greater standardization bf pay, to ensure
uhiformity of promotion criterié, or to sétt]e other véxing
prob]emé it encounters 1in managing ‘its foreign nationals.
U.S. Government policy is for agencies operating overseas to
- follow local pay scales and practices in establishing pay
and benefits for foreign national employees. In addition,

the Foreign Service Act, Section 444 as amended, calls

for égencies in the same foreign post to establish uniform
wage and employment practices. Although FBIS strives to
follow thié guidance, it has nonconforming wage scales in
jts Bangkok, Vienna, and Nicosia bureaus stemming largely
from past practices and local bureau decisions. MdreQVer,
unique problems resulting from the evacuation énd loss of
jts Mediterranean and Saigon bureaus have caused it to.

treat some problems on an individual basis. In our opinion
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FBIS needs to work toward greater conformity with embassy

practices and toward a more consistent classification and

pay policy for its own foreigh nationals--especially its
. TCNs--world-wide.

FBIS' tendency to deal with foreign nationals on
an ad hoc basis has had yet another effect: the failure to
establish standard 1éve1s of perforhance for fore{gn na-

" tional employees. In several instances, wé_found.a reluc-
tance to take note of or deal firmly wifh unsatisfactory
foreign national employee performance. We believe FBIS
should work toward uniform performance and promotion crite-
ria for its alien emp]oyeés and make these criteria clearly

= known.

Resolving problems on an individual basis has also had
the resﬁ]t of encduraging expectations of FBIS paternalism
on thebpart of foreign nationals. Several of those inter-
viewed by the IG team mentioned some new benefit or faQor
which they felt FBIS owed them because of their long service
or because employees elsewhere enjoyed the benefit. Many in
FBIS believe that FBIS management has been more liberal and
paternalistic in extending U.S. staff beneffts to foreign
national emp1oyees‘than is required by Agency regulations,

particularly with regard to TCNs..
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Third country nationals  (TCNs) present spe’c1a1 prob-
lems for‘ FBIS, which 1is virtually the on1y U.S. agency to
use such employees. Although it is FBIS policy to hire
locally monitors who can fi'H all of the language needs of a

\ particular _bureau, frequently qualified personnel must be
recruited in third countries and moved to the bureau site.
These TCNs get many of the ;)verseas benefits of U.S.
staffers and sometimes more since many also ge‘t the benefits -
of local hires, and pay no local taxes to boot. Because
their own situations vary, some buy homes and spend their
Hves‘ at the bureau site while retaining homeland ties;

others lose such ties or are stateless. Their allowances and

situations often vary from bureau to bureau and TCN to TCN

with no logical or rational pattern.
The disparity of benefits between TCNs and locally
hired employees doing substantially the same kind of work vis
a further cause of problems for the field bureaus. A goal of
FBIS is to administer foreign nationals by applying the
principle of equal pay for equal work. This goal is
not being wmet, sing:e TCNs invariably receive more benef,ts
than do local hires, with predictable frictions. Although -
uniform pay schedules with standard rates of compénsation

have been studied through the years, no one within FBIS
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has successfully come to grips with the pay disparity

problems.

There have been varioué efforts through the years to
solve the management problems of FBIS foreign national
employees, but these studies have resulted in little real
action to remedy fundamental disparities. The latest effort
was the creation in November 1979 of ‘a new Foreign National
Panel. Our recommendations are that: (1) a Foreign Na-

— ~ tional Coordination Officer be appointed by the Director of

FBIS to coordinate matters affecting the administration of
FBIS foreign national employees and that; (2) the Foreign
Natibna] Pane]--subp]emented by officers from other CIA
components and working closely with the Foreign National
Coordinator and as necessary with the Depaftment of State--
examine the. status of FBIS foreign national employees and
make appropriate recommendations for change; and (3) that
the Director of FBIS forward a report to the DDCI .on manage-

ment actions contemp1ated for solving problems that have

long vexed the administration of foreign employees.

48

| SECRET

Declassified in Part - Sanitized Copy Approved for Release 2012/10/16 : CIA-RDP07- 02184R000300510011 1



Declassified in Part - Sanitized Copy Approved ‘for Rgleelse 2012/10/16 : CIA-RDP07-02184R000300510011-1

ol o O

VIII. Recommendations

rollowing are a number of recommendations applicable to
FBIS as a whole or to a particular Headquarters component or
field bureau. They are identified in brackets as to their
source in the group or bureau reports. Other recommenda- ' o
tions for actioh by the D/FBIS or his subordinates are |
contained in the individual group and‘ bureau reports_ or
topic papers.
We recommend that:

DCI ACTION
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ODCI, ACTION

Bl: The DDCI require the D/FBIS to submit within
three mbnths of receipt of this inspection report
FBIS plans for resolving the editorial staffing and

typing prob]ems of the Daily Rebort, pending automa-

tion. [See Operations Group]

APPROVED:

Deputy Director of Central Intelligence

B2: The DDCI require the D/FBIS to submit within
three months of recefpt of this inspection report

FBIS plans for so]ving‘the problems relating to the

- management of foreign national employees of

FBIS. [See Mahagehéht of Foreign National Employees]

APPROVED:
. Deputy Director of Central Intelligence.
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DDS&T ACTION

C2: The DDS&T and D/FBIS pursue with the DDCI at
the policy level of the Department of the Navy the FBIS
need for use of housing at the U.S. Naval Base, Key

West. [See Key West Bureau]

D/FBIS ACTION

T Operational
| DI: The D/FBIS take action to enable the Liaison
and Requirements Branch to conduct regular and effec-
tive evaluations of the FBIS product including JPRS.
[See Office of the Director and Production Group]
D2: - The D/FBIS, as part of a regular requiref
- ménts/ evaluation process, review the Analysis Group‘s
needs for extensive "mandatory texting" and for the
Moscow-Beijing commentary lists (including the role of

the Tabulation Unit-at the London Bureau) and resulting

statistics. [See Analysis Group and London Bureau]
' 51
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D3: The D/FBIS develop alternative means for
covering those radio broadcasts from the USSR, East
Europe, Middle East and Africa now handled by the BBC.
[See Operations Group]

D4: The D/FBIS estab11sh a po11cy that reception
sufveys be conducted before new FBIS bureaus are
opened. [See Nicosia Bupeau and Athens Unit]
| D5: .The D/FBIS take steps to improve radio
broadcast coverage of Central America (particularly of

E1 Salvador, Honduras, and Guatemala) to ensure that

policymaker and analyst needs are met. [See Operations

Group and. Panama Bureau]

D7: The D/FBIS d%rect a survey of U.S. embassies
in West Africa and customers in Washington to determine
to what extent the Abidjan Bureau's coverage meets or
éxceeds their needs and adjust the bureau's require-

ments accordingly. [See Operations Group]

*See Paragraph 3a of FBIS Comments (Tab A)
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D8: The D/FBIS céntinue to monitor closely the
dollar costs of FBIS operatioﬁs at the Austrian and
Okinawa Bureaus--especially the costs of foreign
national employees--with a view to determine if some
parts of the bureau mission may be cut back or ber-
formed efficiently e?séwhere; [See Austrian Bureau and
Okinawa Bureau]

09;’_ The D/FBIS institute a system for providing
regular feedback to field bureaus on the substantive
and editorial quality of their reporting. [See Opera-

tions Group]

\
!
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Personnel

011:- The D/FBIS extend the directed assignment
policy now in effecp for FBIS employees be]oQ grade
GS-14 to all officers in grades GS-14 and above eligi-
ble for overseas assignment. [See Nicosia Bureau]

D12: The D/FBIS deye]op training programs to
assist newly appointed bureau chiefs and their deputies
in the areas of supervision and financfa] management
and to familiarize new editors with field procedures
and area background--and to provide, as required, some
language training for employees and their spouses--
‘before,they depart for overseas service.' [See Opera-
T tions Group, Panama,” Béngkdk, Hong Kong and Paraguay

Bureaus] | »

D13: The D/FBIS review with the Medical Staff
the possibility of establishing an evaluative program
to assist in 1dentifyin§ staff and depéndent suit-
ability for overseas 1ife before PCS departure for
the field. AN

D14:- The D/FBIS consider publishing "a handbook

which explains promotion criteria and the proceédures of

the new panel evaluation system. [See Personnel
Management ]
54
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D15: The D/FBIS require the C/Produétion Gfoup to
strengthen the supervisory responsibilities of division
and branch managers within Production Group with regard
to both performance standards of personnel and the
quality of their product. [See Production Group]

D16: The D/FBIS and the C/Production Group

~explore ways in which to encourage more effective use
of and greater recognition of the unique talent and
knowiédge of some officers in the Produttion Group.
[See Production Group] | |
Compliance |

D17: The D/FBIS issue unclassified written

directives defining the authority of foreign national
associate editofs, including policy guidance to énable
them to cobe with most of tﬁe selection and dissemina-
tion problems that may arise while they are exercising
their resbonsibi1ities. [See Nicosia and Austrian
Bureaus]
- Security

D18: The D/FBIS require Headquarters components.
and field bureaus to pay 1ncreaséd attention to the
safeguarding of ciassified material, including the
reduction of field holdings to the maximum extent

feasible. [See Operations Group]
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Foreign Nétiona] Emp]oyeés

'D21: The D/FBIS‘appoint a Foreign National

Coordination Officer to coordinate with appropriate

o components of the Agency and with the Department of

State, as necessary, on matters affecting the adminis-

tration of FBIS foreign national employees. [See
Management of Foreign National Employees]

D22: The D/FBIS expand the FBIS Foreign National

Panel to inc]ude the Foreign National Coordinator and

fnvfte other appropriate Agency components to éppoint

representatives to the panel in order to examine the

status of FBIS foreign national employees wor 1d-wide
- and to make appropriate recommendations for change.

[See Management of Foreign National Employees]
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D23: The D/FBIS arrange for safety inspections at
FBIS Headquarters to include certain offices of the
Production Group, such as the USSR Division and the
JPRS prinfing shop, and the Research Branch of the
‘Analysis Group. [See Production Group and Analysis
Group] |

D24: The ‘D/FBIS determine the propriety of
sanitizing Agency regulations for dissemﬁnation as FB's
and determine if more effective and efficient options
are available than the duplication of effort now

. involved.  [See Bangkok Bureau]
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Personnel Management

Background
When FBIS absorbed the personnel and duties of the

former Foreign Documents Division (FDD) in 1967, it gained.

the expertise of many qualified linguists whose work with
foreign presé and publications was to complement the radio
and press monitored product already being turned out by the
field bureaus. The former FDD employees were put into a
separate functional group in FBIS--the Production Group--
with its own geographic divisions and branches. The
small Analysis Group was later given co-equal status
with the Operations Group and the Production Group, giving
FBIS three separate functional groups, all internally
organized aiong geographic lines.

The fact that there are three distinct groups within

FBIS, each with its own identity and idiosyncrasies, contri-

butes to many of the personnel management problems which

FBIS currently faces. 1In essence, FBIS has three separate
entities which do not completely mesh. Although FBIS
management has made valiant efforts (some of them success-

ful) to integréte the groups, a feeling of separation still

persists and as explained more fully below this impacts on.

almost every area of FBIS personnel management.

SECRET
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Evaluation System

- At the time of the survey, the FBIS evaluation system
for promotion and other selected personnel actions was in
the process of being modified. As noted earlier in this
report, the need for modification arose from concern on the
part of the DDS&T (based on information. in the NAPA study)
that FBIS was devoting foo much manpower to panel delibera-

tions. Accordingly, the sub-panels were to be re-configured

so that fewer members would be doing the evaluations, and.

all members on a given panel would be two grades higher than
those being ranked. The sub-panels would continue to make
promotion recommendations to the FBIS Career Service Panel
for approval, but there would be much less opportunity for
supervisory input except in the form of written comments,

including those on fitness reports.

We found that employees had hixed feelings about the

proposed system. Some were concerned about the fact that
sub-panels would be far more dependent on the written record

than had been the case in the past when supervisors had been

able to "fight" for recognition of their employees. Others
-were pleased to see that supervisors would no longer have a

_major oral input at the sub-panel meetings. This results

from a feeling on the part of some employees that they can

2
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be "done in" at the sub-panel meetings by comments of which
they are unaware and which they cannot refute.

In addition to fitness reports, FBIS had used a compli-

cated written "balloting" system whereby all employees of

a certain grade were evaluated for potential, including

promotion, by senior offiéers who knew them. (We found that

middle managers in the groups had a difficult time ex-

plaining this system to us.) - .This system too was in the

process of being modified because many employees felt that

it was a pdpu]arity contest and benefited those who had held

a variety of‘ Jobs and thus were wé]] known. Production

. Group employees, who tend to work in the same area, felt

{*; ‘penalized. With the new Performancé Appraisai Report--which

includes a section on poteﬁtia]——we assume that FBIS will
not re-institute a separate "balloting system."

We continually heard comments to the effect. that some
fitness reports (especially those of problem cases) were
"dishonest" and "oblique". We found this complaint to be
especially prevalent in the Production GroUp where some
branch and program chiefs were vjewed by those they super-
vise as being poor managers and leaders. The feeling was
widespread that these _supervisors have their jobs soie]y

because of longevity and that FBIS management will take no

3v\
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action to weed them out, especially because the written

record would hardly substantiate any adverse action.

While realizing that these supervisory'emp]oyees have

important 7language skills, their performance is leaving a

bad impression on more junior employees, who see a lack of

supervision and 1eadekship. We believe that this is an area
- demanding the attention of senior FBIS management.

Therev is a separate sub-panel system for evaluating
FBIS clerical employees. Essentially, supervisors recommend
clericals for promotion (dependingv on available headroom)
and the panel passes on these. He;e too FBIS had used a
separate "balloting" system which may be superfluous now
that the new Performance Appraisal Reports are in use.

As the new pane]vevaluation system gets under way, we
would strongly urge FBIS to consider a handbook describing
its workings, along the 1ines of the publication doﬁe by the
Career Managemént Staff of the D0. (We believe that the
DS&T -handbdok, while useful, could: Ee« supplemented by a
special FBIS publication.).

We found that the use of Letters of Instruction in FBIS
~was uneven. Some émp1oyees noted that theée were considered , -
"pro forma" in FBIS. With the advent of the Advanced WOrk
Plan, we would hope that all FBIS employees would have a

clear-cut idea of exactly what is expected of them.
- SECRET
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Assignments

The only significant problem we encountered on the
subject of assignments pertained to the policy of "directed
assighments" to the field bureaus, which some employees felt
was being unevenly applied.  The Tlevel of criticisnl was
mostly that of editors with one or two field assignments who
resented the fact that more senior officérs could safely
turn down assignments whereas their own careers in FBIS
could end for doing the same thing. We found that.the new
editors, by and large, were willing to wait their turn in
getting their first field assignments and that théy under -
stood FBIS procedurés for making such assignments. There .

{lﬁ ' ~ was some resentment on the part of some Production Group
employees about being éssigned to JPRS; we found that many
of those who actua]]ykserved a tour there liked it very much
and some preferred.it to working in Production Group head-
quarters. There . was a good deal of unhappiness on the part
of the clericals assigned to the Consolidated Translation
Service (CTS) but, as noted elsewhere, this was due to the
supervisor, rather than to the work itself.

In're;ent years FBIS manégemeht has made a Spepia] -
effort to break down the barriers between the groups by

assigning middle level managers to positions outside their

5
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parent groups. For example, the deputy chief of the Analy-
sis Group is from the Operations Group and the three
division chiefs 1in Production Group (at the time of. the
susey) are from outside. Some of the junior officers in
the Production and Analysis groups are in the process of
-being assigned to the fie1d;bureaus for rotational tours.
FBIS employees are made aware of the openings in their grade
and .can apply for them. Some linguists, quite understand-
ably, prefer to spend their careers in Production Group
_because they like the work there and because of concern that
their language skills may erode whi]e they are away on
rotational assignments. o
o The practice of encouraging.rdtationa1 assignments at
the middle management level has not met with uniform accept-
ance. As noted in the Nicosia Bureau report, there was
resentment in the field that a GS-14 Analysis Group officer
with no field experience had been selected to head that
\ bureau; this assignment has sihce been cancelled for unre-
lated reasons. In P?oduction'Group, we heard mahy expres-
sions of concern that the three division chiefs were "birds
of passage" from outside of the Production Group.‘. Mény
linguists noted that morale in their Group would improye if

"one of their own" were to reach the division chief level,
6
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(It is interesting to note that two of the three division
chiefs at the time of the survey had started out as lin-
guists in FDD and then moved on to a variety of asgign-
ments.) And we heard the constant refrain that the top jobs
in FBIS go to those whd came up through the editorial
ranks. We found that junior officers in the Production and
Analysis groups had pretty much accepted the féct that they
had to eventually take one or more assignments outside of
their group if they wanted to "get_ahead;" While some were
reluctant to do this (because of considerations spelled out
above), many saw. the need for a moré broadening experience
than that provided by their parent group. If some of the
problems of the Daily Reporting Division could be solved, it
is possible that more officers from'Ana1ysis and Production
groups could serve there on a regular basis.

In interviewing in FBIS, we wére struck by the high

percentage of employees who had never worked anywhere else

in the Agency other than FBIS or FDD. It was interesting

to see that some FBIS employees have obtained rotétiona]
assignments in NFAC, and in the CIA and White House Opera-
tions Centers. An Analysis Group employee spent the summer

at the State Department's Bureau of Intelligence and Re-

search working on Chinese matters.
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Aside from the rotational assignment of

an 0SO engineer to FBIS, there is not much interaction
between FBIS employees and their parent directorate. Some
FBIS employees were disturbed by this -and noted that they
wished that there were regular opportunities for rotational
assignments to DS&T, especially in the front offite‘where
managerial skills could be developed. Some of the middle
managers in FBIS would 1like hore exposure to senior officers
in the DS&T. In all three FBIS groups, officers noted that
they would like to see NFAC vaﬁancy.nétices circulate on a
regh]ar basis.

Aside from the lack of training for some new editors
and bureau chiefs, we found few complaints about training in
FBIS. Most employees wére pleased by the training opportu-
nities afforded them. There was an undercurrent of resent-
ment on the part of sdme employees that officers were being
sent to senior schools for whaf they viewed as reasons of
"prestige."

Career Counseling

Most FBIS employees stated that they could obtain
career counseling from within their respective groups or, if

necessary, go to see the Director or Deputy Director, FBIS.

SECRET
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Many employees commented on the fact that senior FBIS
management had an "opeh door" policy and cared about FBIS
employees. (As noted in the discussion of the directed
assignments policy, some employees felt that FBIS senior
management was too caring about employees and that they

should enforce a tougher (and all embracing) assignments

policy.)

The FBIS Career Management Office got mixed reviews.
Some employees noted that they had been helped by the Career
Management Officer while others noted that her involvement
in the evaluation process made her-é "tool of management”
and thus they were re]uctant to confide in her. Moét
FBIS officers noted that career planning was largely a "do
it yourself" proposition--a situation with which they could
live. Somevofficers, however, definitely would like more
career guidance.  Some employees expressed the desire to
have a career management officer from outside FBIS. We did
not see any indication that FBIS employees would go to -the
DS&T Career Management Office for advice. Despite these
considerations, we noted that FBIS employees did find jobs
in other parts of FBIS and in other'partsvof the Agency.

Prior to May 1979, the FBIS Career Managément Office

was part of the Executive and Planning Staff. We heard a

SECRET
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variety of reasons for its move to the Administrative Staff,
including the plan of PMCD to downgrade the position of the

Chief of the Administrative Staff unless the Career Manage-

ment Office were added to his responsibilities. (The Budget

and Fiscal Office had earlier been mdved to the Executive

and Planning Staff, thereby considerably reducing the

responsibilities of the administrative chief.) As of the
time of our survey, the move of the Careef Management Office
to the Administrative Staff had not been salutary. Physi-
cally separated on the fourth floor from the front office
and the office of the administrative chief on the 10th
floor, the two employees of the Career Managément'Office had
almost no re]ationship‘with either. The then Chief of the
Administrative Staff did not hold regular staff meetings and
it was only through ihformal’ attendance. at E & FPS- staff
meetihgs that the Career Management Officer learned of
FBIS-wide deve}opments. Although a member of the FBIS
Career Service Panel, she no 1ongér had ready access to the
FBIS Director's "log". Even though her location on the
fourth floor afforded some additional privacy to employees
who wished to see her (and this was one reason givenlto us
for the move), the Career Management Officer was concerned

that her enforced isolation from the front office might give

10
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employees the idea that the function of her office had been
downgraded. Although there appear to be some valid reasons
for the Career Management Office to be associated with the

personnel office (which comes under the Administrative

‘Staff), we noted that most important personnel decisions are

made by the Deputy and Deputy Director of FBIS; the Career
Management Officer, under the current arrangement, feels cut
off from them. We suggestvthat FBIS management look into
this problem.

Clerical Management

A]though much of the FBIS.co11ection effort is done

overSéas, unlike the DO, there are no opportunities for FBIS

c]erica] employees to serve there. (The secretarial and

administrative work of most df the bureaus is handled by the
bureau chief, assisted by foreign_n3ti0na]s.)_'This means
that many of FBIS c]erica]s'afe confined to jobs with fairly
1imited parametérs and never get the opportunity to become
“Gal Fridays". Many of them are resigned to spending the
rest of their careers in Key Building or in the JPRS office.

There 1is a career management assistant in the Career

Management Office who, in addition to counseling clericals,

is involved in running the two clerical evaluation sub-

panels. (She chairs the 65-03/06 sub-panel.) At the time

11
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of the survey, this employee was new to the job but, having
been an FBIS secretary herself, should have a good under-

standing of the concerns of the clericals. We believe that

FBIS has been wise to include the counseling of clericals

under the Career Management Office rather than leaving this
totally to the personnel office where turnover is high.

There is a voting clerical member on the GS-07/08
sub-panel -and two é]ericals serve as advisors on the GS-
03/06 section. There is also clerical representation on the
FBIS/Advisory Team. Despite these steps, some of the
clericals we interviewed felt that”they were not treated
very well; 'this was especially true in the Consolidated
Translation Service ‘and to some exteﬁt on the Managing
Editor Staff. Othersvsaid'they were ignored by their

supervisors and FBIS senior management. The most generaliz-

ed complaints we heard were lack of recognifion and the lack

of opportunities for those who wanted to advance, yet were

at the top of their grades. We note that FBIS has done a
good job of circulating vacancy notices for clericals and:

that several FBIS former secretaries have advanced to

non-secretarial positions, mainly in the requirements field
and in AG's Research Branch. As the Agency-wide upward

mobility program gets under way, we would encourage FBIS to

12
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make a special effort to see that its clerical employees are
briefed on it.

EEQ

We found that professional women were fairly well

represented at all levels of FBIS. Professioha] women.were
serving in all three groups of FBIS as well as the front
office, with approximately ZQ percent in grades GS-13 to
GS-15. ‘There are two women supergrades in FBIS, which is 28

percent of the total. At the time of the survey, two of the

three group chiefs were female

25X1
25X1

iwﬁ Other important jobs held by women in FBIS include: 25X1

chief and deputy chief of - the Daily Reporting Division;
Career Management Officer, chiefs of Middle East and China
branches in the Analysis Group, the bureau chiefvin Asun-
cion, and deputy bureau chiefs ih Nicosia and ‘Amman. - Women
are well represented among the.newly hired editors and we
.did not find any field bureaU»reTuctant to take women. By
and large, we found ‘the professional women quite pleased

with career opportunities in FBIS; those who had difficul- -

ties identified them as being related to management problems
in the ‘group in which they worked rather than discrimina-

tion. On the other hand, we received some complaints from
13
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male employees that FBIS senior management had gone too far
in its EEQ program by pushing some women undeservedly.
We also heard seVera] expressions of concern about the
Agency's policy on nepotism which; in effect, préc]udes FBIS
- couples from working at the same field bureau if one Qou]d
have a supervisory fe1ationship to the other. We suggest
that»FBIS might wish to discuss this area with the Opera-
tibns directorate which, in some cases, has been able to
continue to assign working couples abroad without violating
the regulation.
Professional black employees are also quite well

. represented in FBIS. They are five percent of the total

- professional work force in FBIS and are employed in all
three of the groups and the front office; one has recently
taken a rotational assignment in the DS&T. FBIS'would like
to reéeive more b]ack applicant files. The Deputy Directorb

reviewed those files which had previously been ‘rejected,

25X1
25X1

with positive results in several cases.

Most

of the -black women are in non-professional jobs; many of
these were especially concerned about the lack of opportu- -
nity to participate in formal upward mobility programs. (At

the time of the survey, the upward mobility program had not

14
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been impleménted Agency-wide.) 0f all the employees in
FBIS, they probably need the most help and career counsel-
ing. |

Asians and Hispanics are mainly in the professional

ranks, five percent and three percent, respectively, of the

FBIS professional work force. The foreign national ranks
are, of course, made up of employees of many ethnic back-
grounds. If these employees were counted in the FBIS EEOQ
statistics, the record would be even more impressive.
Grievances | V

In interviews in FBIS Headqugrters, JPRS, and the
field bureaus, we found that the grievance procedure.for
U.S. employees was quite well understood. However, 'as of
the time of the survey FBIS employees were not familiar with -
the procedure established in_March‘1979 (and spelled out in
Book Cable 404972)" which established a grievance privacy
channel for use by employees outside of ‘Headquarters.
We suggest that FBIS re-issue this message to its field
bureaus.b _ |

Because of the verybcrowded conditions in Key Building,
many supervisors, personnel officers, and even one of

~ the FBIS grievance officers, did not have private offices

in which to counsel employees. While realizing that FBIS

15
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cannot do much about the space constraints (and aware
that éome reconfiguration of offices is in the offing) we
would urge FBIS management to give attention to the probiem.

In recent years, FBIS management has been innovative

~in attempting to communicate with its employees, including

:"parish visits" by senior officers to the various groups,
-surveys regarding morale and working conditions, establish-
vment of the FBIS Advisory Team, and the circulation of an
FBIS newsletter. Although some employees were criti-
cal of their fellow employees on the Advisory Team as
béing concerned with mundane matters;Amost were appréciative

of these gestures by management. We would encourage FBIS

o

to continue this type of dialogue and, where feasible,
. increase it.

Summary and Findings

We found that the absorption of the FDD linguists
into FBIS and the continued compartmentation of employees
into three distinct groups contributes to many of the
personne] management problems FBIS facés, especially in the
areasvof employee evaluation and assignments. We belijeve
that FBIS management ié on the right ‘track in movjng'its
middle level managers around from group to group. There is

confusion surrounding the location and role of the Career

i . ; . - 16
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Management Officer. Clericals are'concerned about the lack
of greater opportu;ities for upward mobility. FBIS' EEQ
record is godd and  the grievance process well understood.
Communications have been innovative and are appreciated by

employees.

Recommendations*

We recommend that:

- The D/FBIS strengthen the integrity of FBIS

fitness reports.

*Recommendation D14, included in the Executive Summary,
applies to this section as well. :

17
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Management of Foreign Nationals

Background

FBIS has foreign national employees, ranging

from associate editors and monitors to technicians and

‘administrative support personnel. For the most part, they

are hard-working and capable. The majority of them, for
example, do regular shift work, need very little guidance,

and appear to enjoy working for FBIS. Indeed, many have

been with FBIS since the 1950s and 1960s and some for even .

longer. They have'performéd 1oy§11y for FBIS, even when
their own govérnments and countriesihave been in turmoil.

FBIS senior management-regards its foreign employees
as the backbone of the organization. This appears particu-
larly true of the monitors, who in almost every field bureau
except Key West are exclusively foreign nationals. FBIS
performs two kinds.of monitoring--radio and TV voice broad-
casts and press and other printed media--and in most bu-
reaus, the same monitors do both activities. In broadcast
monitorﬁng, however, native fluency in the 1énguagé being
monitored is almost essential, along with a good command of

English; this often means that qualified monitofs, especial-

1y in more exotic languages, are difficult to find. During

our survey, we found that many embassies and consulates

SECRET
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were heav‘ﬂy dependent upon the FBIS bureaus for translation
skills that were acknowledged as the best ayaﬂab]e to the
entire U.S. Mission. We found, as a rule, that FBIS moni-
tor_s were well-educated, often well-traveled, and usually
well informed about the culture and politics of the areas
they were covering.

For most bureaus, the foreign nationals provide. the
necessary continuity as the" U.S. staffs come and‘go. FBIS
contends that its overseas operations would be far more
exp'ensive if it were to use Ameficans-—even assuming that

qualified American linguists, were ‘available--in p]ace~of

its foreign. national employees. In recent years, FBIS has'

turned increasingly to the hiring and training of promising
foreign technicians to staff its engineering needs overseas

in order to hold down operational costs.

There are basically two types of FBIS foreign national

employees: = (1) the local hire who is generally, but not

- SECRET
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always, a citi;en of the country in which the bureau is
Tocated aﬁd .(2) the third country national (TCN) who is
neither a citizen of the United States nor of the country
involved. The TCN wusually is a monitor recruited abroad
when a particular language need. cannot be filled through

local hiring. There is another unique kind of foreign

national employee 1in Okinawa where Master Labor - 25X1

Contract (MLC) employees, mainly in sub-professional posi-
“tions, work for FBIS but as actual employees of the Japanese
government made available to FBIS through a contract with
the United States military.
Two- types of appointments exist for alien emp]oyees:
(;; o Indefinite and Excepted. Under either type of appointment,
the. foreign national is considered an employee of the U.S;
eGovernment, but employees serving under an Indefinite
Appointment are excluded from the Ciyi] Service Retirement
(CSR) system. _Whenever.the_locaT U.S. Mission excludes CSR
coverage, all local hire employees are given "Indefinite

Appointments,” but TCNs may opt for CSR coverage and be

offered Excepted Appointments}
The Director of FBIS is now the approving officer _

for nearly all FBIS personnel actions--a policy which

is somewhat less than popular with many field bureau chiefs

SECRET

|
- Declassified in Part - Sanitized Copy Approved for Release 2012/10/16 : CIA-RDP07-02184R000300510011-1 e



\

Declassified in Part - Sanitized Copy Approved for Release 2012/10/16 : CIA@PO7-02184R00030051001 1-1 '.
‘ . . ~ r ! ~ . . N
- SECRET ~ |

who remember having more autonomy and authority in the old
days. For new alien employees, a three-year trial period is
in effect. The Director, FBIS has been de1egateq authority
from the DCI to terminate alien employees during the first
year of this three-year period, but approval of the DCI must
be sought after the first year. New foreign employees are
generally hired at the minimum rate of their grade except
for transferees from other U.S. Government agencies and
applicants with extraordinary qualifications, such as
language capability. FBIS does require annual fitness
reports on 1its foreign employees although exceptions
were noted.

{:; ‘ _ Overall U.S. Government policy for establishing
pay and benefits for foreign national employees is that
executive agencies overseas should follow local pay rates
and customs. In addition, the Foreign Service Act, Section
444 as amended, expresses the sense of the Congreés that all
u.s. agencies'in a given U.S. overseas mission should
establish uniform wage rates and employment practicés.

Accordingly, it is FBIS policy to follow local Embassy
Foreign Service National (FSN) wage schedules for the —
foreign nationé]s in #BIS bureaus to the extent feasible, in

addition to getting the concurrence of the Position Manage-

SECRET
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ment and Compensation Division (PMCD) of the Office of
Personnel (OP). In practice, however; there is considerable
deviation from this policy. FBIS, for example, has noﬁcon-
forming wage scales in vits Bangkok, Vienna, and Nicosia
Bureaus, deriving'from past local situations and practices. .
In general, PMCD does}not object to these nonconforming}wage
scales provided that the Embassy concerned accepts them, as
has been generally the case until recently. During the past
year, wage sufvey and position reclassification teams from
the Department of State have tried to bring FBIS bureaus
more into 1iné with local Embassy préctice. PMCD supported
the Austrian Bureau's nonparticipation in the.Department's
Vienna survey in mid-1979, while at the same time, it
questionéd a nonconforming Austrian Bureau practice of
basing retirement cdntributioné of foreign employees on
their gross rather than base salaries. As noted in our
Seoul Bureau report, the bureau chief there; following a
similar PMCD survey in Mérch 1979, refused-toraccept a State
Department team's recommendation in July for é downgrading
of certain FBIS foreign positions, while at the same time -
endorsing State's recommended pay raise. Asuncion BUreau,
- on the other hand, was included in a 1978 Department of

State wage survey to which all Tlocal hireé objected, and

5
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was informed thfough the Embassy in September 1979 that for
an Upcoming rerun of the survey, no FSN positions wou]d be
excluded from the Department's classification standards.

It appears to us, looking at the issues involved
from the outside, that there is in fea]ity no uniform policy
in operation either among FBIS bureaus or between FBIS and
the Department of State. Rather, it seems to be up to each

bureau chief to accede or not to accede to local Embassy

standards and to Department of State recommendations as he

or she deems appropriate or necessary.

A major part of the prob1em, iﬁ.addition to the long-
standing nonconforming pay scales of certain bureaus, is
position c]assificétion. Many FBIS managers feel strongly
that monitor positions are‘quite unique and that the skills,
experience, se]ectivity and judgment required of moﬁitors
places them on the position scale well above the translator
level assigned them by moSt State Department classifiers. A
lesser problem exists regarding bureau technicians, some of

whom, in FBIS' view, need greater  skills than are required

 for the general maintenance-man category appearing on

Embassy FSN schedules. A further source of misunderstanding

between bureaus and embassies in the ‘administration of

foreign national employees is the very limited requirement

6
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within the U.S. Mission, outside of FBIS, for night duty,
shift wofk, holiday work, and the acchpanying premiQm pay
additions to wages’that are so common to most FBIS alien
employees.

We understand that FBIS and the Department of State
have begun to work together on the classification problem in
an attempt to find an agreed definition for monitor posi-
tions within general Department FSN job classifications. In
our opinion, any steps that will reduce the current patch-
work of FBIS pay and position schedules and Embassy rela-
tionships are to be commended, and we encourage FBIS to
work, together with other Agency components, such . as PMCD

QE; and the 0Office of General Counsel (0OGC), and with the
Depaftment of State to establish to the extenf possible and
as rapidly as possible a uniform pay and c]assification.
policy. |

Another factor emerging from the increasing involvement

~of the State Department in the administration of foreign
nationals attached to overseas missions is the interest some
embassies and consulates are taking in the day—fo—day
administration of FBIS foreign national employees. In
Asuncion, the Embassy is becoming involved in the hifing of

all locals, is.requesting fitness reports on bureau foreign

SECRET
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national employees, and is passing on .various personnel
actions. FBIS' Hong Kong Bureau has found itself having to
fight on the Consulate General's FSN promotion pane1. for
employee promotions which have been approved by FBIS Head-

quarters; here too, the bureau must submit fitness reports

on its foreign staff to the Consulate for review and filing.

As was the case regarding bureau participation in State
Department wage and reclassification surveys, we found that
FBIS Headquarters had established no clear guidelines--
worked out in advance with the State Department--for the
bureaus concerning their need to comb]y with Embassy super-
visory requests. wherekthese problems have come up, bureau
chiefs have been left to copé as best they can.

Third Country Nationals (TCNs)

FBIS administration of foreign employees is complicated
by the presence of third country nationals asbwell as local

employees in its overseas bureaus. Embassy FSN schedules

make no distinction between foreigneré hired locally and

TCNs; indeed, no agency other than FBIS uses third country

nationals. Recruited in othef countries and moved to the

bureau site, they get most of the overseas benefits of U.S.

staffers--and sometimes more since they often get some local

employee benefits as well. Embassy officials often resent

- SECRET
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this as they believe it inspires locally hired foreign
nationals to press for more U.S. staff benefits. Typically,
TCN benefits include: (1) shipment of household effects;
(2) shipment of vehicle from point of hire to post of
assignment; (3) housing a]lowanceé; (4) educationaf allow-
ances for dependents, including cost of travel for depen-
dents accepted for full-time stqdy by an Américan college or
university; (5) emergency visitation travel; (6) end of tour
(two-year) travel costs to point of hire; (7) U.S. Staff
annpa] leave carryover; and (8) U.S. Civil Service Retire-
ment policies. Depending on the bureau, TCNs may also
receive local as well as U.S. ho1iday‘benefits, local Sunday
pay premium where higher than U.S. rates, and exemption from
any tax 1iabf11ty.

Understandably, the disparity of benefits between TCNs

~and locally hired.emp1oyeés doing essentially the same work

has often been a source of friction between them. Except in
bureaus where local employees receive a "13th month" bonus
that TCNs do not, moét TCN gross salaries tend to be sig-
nificantly higher than those of locals. Moreover, it appearé
--at Teast on the surface--that TCN pay rates and benefits
have been established and grown ovér the years wfth no

logical or rational pattern to them. Some TCNs are paid in
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dollars; varied exchange rates in different countries
mean that TCNs in comparable jobs get widely different pay.
Others are paid in local currency, but with the same disbar-
ity in terms of dollar costs to FBIS. For example, a TCN in
Vienna, where the Vé]ue of the dollar has dropped, is paid
more in dollar equivalents than é TCN of comparable grade in
Tel Aviv where 1local inflation is rampant and the dollar
value is rising. For the many TCNs who will retire on CSR
dollar annuities, the resulting disparity in retirement pay
will be great. "Some TCNs are permanent resident aliens
(PRAfs) and face;ret{rehent in the Uhited States on relat-
ively low annuities.

While it is a stated goal of FBIS to apply the princi-
ple of equal pay for equal work to the extént possible, this
goal obviously is not béing met with regard to FBIS foreign
national emp]oyees. It is indisputable that TCNs receive
more tangible benefits than local hires. Deépite FBIS
efforts to reduce the disparities, TCN benefits tended to
escalate in past years, resulting either in widening the
monetary gap between two catégories of foreign employees
doing basically the same work or in increasing the pressure
from local employees for more equal beﬁefits, and thus for

more nonconfofming pay scales.
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These trends have been abetted over the past six years
by.twb developments that significantly affected FBIS over-
seas policies in general: the evacuation and loss of the
Mediterranean Bureau with the Turkish invasion bf Cyprus in
1974 and the evacuation and loss of the Saigon Bureau with
the fall of Vietnam 1n‘1975. Both.evacuations resulted in

the physical transfer and change of status of large numbers

of both locally hired and TCN employees. Medbureau employ-

ees were.sent temporarily to Lebanon and the U.K. and
eventually to one or another of the Amman, Tel Aviv, or
Nicosia Bureaus or the Athens Un%t;'emp]oyees from the
Saigon Bureau went eventually to Bangkok Bureau. As a
hedge against. future evacuations, FBIS established addi-
tional bureaus to provide "redundant coverage" and moved
some monitors to staff them.

The aftermath has been that of several former "local
hires" becoming.TCNs and gaining benefits, a few TCNs
losing that stétus to become local hires and never fully
accepting the loss of benefits, TCNs losing subﬁtantia] pay
by -transferring from one bureau to another and resehting
former co]]eagués'who were not transferred, and for Bangkok
Bureau, the imposition of a nonconforming professiohal pay

sca]e for TCNs that over time has been éxtended——on the

11
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principle of equal pay for equal work--to many locally hired
empToyeeé. Moreover, because of very rea]kpersona1 hard-
ships--and in a few cases, imagined ones--resulting from
these upheavals, a genuinely sympathetic FBIS management has
in some cases granted personal exceptions or favors to
certain foreign employees that have been exploited by others
to demand like treatment. |
_ Aq all too frequenf tendency of FBIS management in
the past to treat the needs of foreign employees on an
individual basis rather than through an overall foreign
employee policy has led many foreign employees to expect
paterﬁa]ism_ on the ;part of FBIS. During our survey, we
(;; encounfered many who argued that FBIS owed them one benefit
or another because of tﬁeir long service or their TCNAstatu§
~or because an employee somewhere else had such a benefit.
We. even encountered a few who were persistﬁng in rather far
reaching demands in anticipation that -in. time FBIS wou]db
accede to their wishes. The case outlined in the Nicosia

Bureau report of the TCN who ostensibly could not accept his
Tong-sought transfer to London Bureau--where he would become
a local hire—-bécause FBIS would not pay the costs of moving o~
his househb]d (although he could afford to take his entire

family to-EngTand on holiday) is but one of the more extreme

12
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cases. It may be one thing to grant U.S. PRA status to
displaced Vietnamese employees; however, changing the points
of hire to allow TCN status fdr some Cypriot monitors; who
were born, raised, and hired in Cyprus and still work

there, but who have acquired British citizenship, is another

matter. 'A1though this practice is no longer permissible by

0GC ruling, ité impact is still felt in Nicosia Bureau where
Cypriot monitors not afforded the option of changing points
of hire rankle at the inequality of pay and benefits for
equal work.

Although uniform pay schedules with standard rates

of compensation have been studied through the years, no one

within FBIS has ever successfully come to grips with the pay

disparity problems. In part because some people will get
hurt if a line is drawn, there has been wide resistance to

any solution that would bring greater equality by Cutting

back on benefits. Nevertheless, we noted during our survey

that while monitors in the Panama Bureau are in the GS-06
thrbugh GS-10 grade range, those.in Asuncion range only from

GS-06 to GS-08 and those in Vienna--where the dollar value

is low and the bureau has its own wage scale equate with

GS-12 to GS-14 level. We were surprised to find that some

foreign national employees in Asuhcion had to "moonlight" at

13

SECRET

.

‘®




\

Declassified in Part - Sanitized Copy Ap\proved for Release 2012/10/16 : CIA-RDP07-02184R000300510011-1 '

SECRET - N

S
’ i

other jobs in order to make ends meet. If FBIS is to work
more closely with the State Department on establishing
uniform pay scales as well as classification sténdérds
for FBIS foreign employees, it would do well to insist that
the local wage system is carefully surveyed so that FBIS
employees get what is due them, considering their abilities
and dedication.

Performance Evaluation

In addition to the problem of trying to bring about
a uniform compensation policy, we also found a lack of any
# standardized evaluation and promotion system for FBIS

foreign national employees. While most of the foreign

>

o nationals were receiving fitness reportsb(Athens being an
exception), we found that the procedures for evaluating and
recommending them for promotions varied from bureau to
bureau. Promotions are, however, approved by D/FBTS. Some
bureau chiefs had worked out sub-panel arrangements (whereby
more senior foreign national employees helped evaluate and
raﬁk the more junior ones) butvFBIS managément had not yet
evolved a system for use by all bureaus. And, as noted
previously, the role of the embassies ih personnel actions —_

was not resolved.

25X1
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We understand that FBIS is now holding up any action
toward establishing uniform foreign national evaluation and
promotion policies pending overall Agency action on the

.recently completed Nationa]-Academy of Public Administration
(NAPA) report. While this may be prudent, it should not be
- an excuse. for end]esé'studying»that diverts management
attention from the need to provide uniform guidelines for

the field bureaus at the earliest possible date.

N 15
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Efforts to Resolve Problems in Managing Foreign Employees

It would be incorrect to imply that FBIS has not tried
over the years to solve the problems it has encountered in
managing its foreign national employees. It would be
equally incorrect to claim that no progress has been made.
One recent important Jaction was the effort to define, in an —
unclassified "Alien Administration Handbook," the fegu]a-

tions, procedures, and benefits that apply to foreign

16
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national employees. Although by no means an attempt to come
tq grips with basic problems or inequities, the Handbook
nevertheless goes a long way toward removing confusion.and
ignbrance on the part of both U.S. and foreign staffs in the
field bureaus with regard to the rights and obligations of

FBIS foreign employees.

One senior FBIS official, while acknowledging that
much remains to be done béfore 'there is »standardi;ed or
equal treatment, éven between TCN and TCN, told the insbec;
tion team ihat he believed thatithe trend was moving prop-

erly -in the direction of providing all TCNs the same
17

SECRET

Vi e

25X1




Declassified in Paﬁ - Sanitized Copy Approved for Release 2012/10/16 : CIATJDPO?-OZ‘I84R00030051001 1-1
- o/

T

Declassified in Part - Sanitized Copy Approved for Release 2012/10/16 : CIA-RDP07-02184R000300510011-1

SECRET .

benefits as U.S. staffers receive overseas. Many in FBIS,
however, take stroﬁg exception to this trend, believing that
management has already been more 1liberal than necessary
toward its foreign employees, including TCNs. They ques-
tion, for example, the need to provide housing allowances
for TCNs who remai'n at one bureau, as most do, for a decade
or more and who buy their own homes or acquire long-term
leases, the same as do their locally hired colleagues. Also

questioned are the regular two-year travel allowances for

- TCNs who, after long years abroad, retain little or no real

ties to their countries of hire, yet continue to draw what
amounts to FBIS-paid vacations. At the same time, however,
tailoring allowances to individual situations--although on
occasion desirable--tends to ]ead FBIS into inequities,
pressures for ever-expanding benefits, and a hodgepodge of
administrative practices from bureau to bureau. |

| There have been numerous studies and proposals over the
years for tackling these problems. In a memorandum to the
Director of FBIS in _1971, for instance, the then Dep_uty
Chief of the FBIS Administrative Staff made a number of
recommendations designed to put a ceiling on or reduce the
benefits of TCNs, .narrow the gap between TCNs and» local
hires, and result in some savinvgs. Essentiaﬂy, his recom-

mendations were to:
18
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- extend TCN education allowances to locally hired

- third country nationals who cannot use local public
schobls for their children and therefore must pay the
cost of private educatijon;

- grant end-of-contract travel allowances (to
point of hire) for TCNs every three years instead of
every other year, bringing them also more in line with
existing U.S. staff end-of-tour travel;

- establish a gradually declining scale for TCN
housing allowances (e.g., a 25 percent reduction every
five years to terminate ;ompléte1y after 20 years);

- place Thai monitors ih Bangkok on the profes-

€;§ | sjonal pay scale with TCNs, as in Cyprus and Vienna and
in line with the "equal pay for equal work" principle;

- study the feasibility of a quasi-uniform FBIS
pay scale, such as establishing four main geographic/
monetary areas (East Asia, Europe, dollar, and ster-

- 1ing) within which there would be standard compensation
rates. |
Of these recommendations, only thosé for éxtending TCN

educational allowances and placing  Thai monitors on the
professional pay scale--both, in effect, extendihg TCN

benefits to local hires--were adopted. A study of the

19
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concept of quasi-uniform pay rates was deemed "impractical",
and. reduced housing or travel allowances were deemed 1ikely
to create individual hardships or to cause the resignafions
of some essential personnel. The fate of these proposals
reflects the difficulties FBIS has had in finding and
agreeing on solutions to its problem areas.
In another instancé, an Alien Administration Study
Group (AASG) was formed in November 1977 to explore "long
standing problems with respect to the status of FBIS foreign
national employees."  AASG membership included representa-
tives from FBIS; the Office of Personnel (OP) including
N PMCD; OGC; and the Office of Finance (OF). The genesis of
il; this Study Group actually was the "serious concern" ex-
pressed to the Deputy Director for Administration. (DDA) by
the. Deputy Director~of Personnel at a meeting in 1976 about
fhe legality of FBIS personnel practices. This concern came
about 1arge1y as a result of the OP review of a foreign
b natjonal grievance case in which the grievant had been fired
byvthe Director, FBIS. OP contended--and was upheld by the
DDA--that only the DCI had aﬁthofity to fire Agency employ-
ees. FBIS had, for all intents and purposes, been operatiﬁg

without proper delegation of authority for something 1in the

order of 15 to 20 years.

20
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The AASG did serve a useful purpose in that it prepared

a series of recommendations which resolved all legal hurdles:

and Ted to a prbper delegation of authority by the DCI to
the Director, FBIS for foreign personnel actions, as well as
in effect, legalizing past FBIS personnel actions.

Little progress, however, was made toward solving
many "long standing prob]ems‘of FBIS foreign national
employees." Interim recommendations were made to FBIS
management, but nothing of real substance in the area came
forward from the AASG. Some insight into the thinking of
the Study Group may be gained from a review of the following
paragraph from an AASG Memorandum concerning TCN entitle-
ments to post differentials:

"While the uniform and equitable application of
TCN benefits is desirable in theory, in practice it
is virtually impossible. The benefits that can be
granted vary from post to post, depending on host
government laws and regulations and on host organi-
zation policy. Obviously, FBIS must grant its TCNs
any benefits to which they are entitled under the
Taw. Given the fact that standardization cannot be
achieved, FBIS should therefore consider very care-
fully any benefits it authorizes in those areas where
it has discretionary authority. The OP representa-
tives on the Alien Administration Study Group are of
the view that FBIS would be well advised to offer
only those benefits needed as a lure to accept employ-
ment abroad. It is also their belief that FBIS should
consider the extension of any new. benefits in the
light of two other goals it is attempting to achieve
in the administration of its aliens: eliminating
to the extent possible the inequities between TCNs

21
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and local hires; reducing the profile of FBIS bureaus

in the embassies to which they may be attached and

bringing FBIS practices into line with those of these
embassies wherever this is possible and desirable.

The Study Group's negative view of the possibilities
df achieving standardization perhaps foreordained its lack
of progress. In any event, the AASG soon died a natural
death, its chairman was reassigned, and no final report was
ever prepared.

FBIS' most recent attempt to address its alien adminis-
tration problems was its creation in late November 1979 of
another study group, the Foreign National Panel. The panel,
which ﬁas no specific charter, is looking into the extent to
which the administration of foreign nationals in the various
FBIS overseas bureaus conforms to local Embassy FSN policy,
with a view toward standardizing certain FBIS procedures.
The new Foreign National Panel is chaired by the Chief of
the FBIS Administrative Staff and includes as members the
Deputy Chief of the Operations Group, the Special Assistant
to the Chief, Operations Group, the Personnel Officer, and
the Planning Officer from the Executive and Planning Staff,
and the Deputy Chﬁef of the Production Group.

Although we would like to be optimistic concerning
the likelihood of actjon resulting from the work of this

panel, it is difficult to believe that it will prove to be

.22
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other than one more example of the FBIS syndrome of continu-
ally studying a problem. What is needed, in our opinion, is
a fixed managerial responsibility for coming up with solu-

tions to some of the vexing problems that have festered for

years in the administration of FBIS foreign employees

We therefore believe that the Director, FBIS should
establish a full-time senior Foreign National Coordination
Officer, located either within Operations Group or in the
FBIS front office, to function as a special assistant to the
Director, FBIS. This officer's responsibilities would
include coordination within FBIS (including, of course, the
field bureaus), coordination with DDA (including OP and OF),

with 0GC (and, as necéssary, the 0ffice of Legislative

Counsel), and coordination with the Department of State on

foreign national employee matters. In our view, the crea-
tion of such a position need not mean a diminution of the
role of the Chief, Operations Group, but, rather, should

relieve him of overseéing many of the details of adminis-

tering FBIS foreign nationals in order to

focus on the larger issues. At the same time, the extensive
coordination required to develop uniformity of procedures
for pay, position classification, retirement, grievances,

and the like seems to us to demand the attention, at least
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temporarily, of a full-time officer. He also should be
charged with. fhe rresponsibi]ity for documenting and, if
necessary, for recommending correction of possible incon-
sistencies in Agency regulations concerning thevrights ahd
benefits of FBIS foreign nationals.

Although, as noted, we are not optimiétic_that the
new Foreign National Panel will come up with the necessary
recommendations to solve foreign national management prob- -
lems, we nevertheless believe that FBIS should take the lead
in solving its own problems. In'our view, the new panel--
with the Foreign National Coordinator as a member--should
be expanded, under FBIS leadership, to include representa?

(gﬁ tives from the DS&T, OGC, OP (PMCD) and OF--and given the

opportunity to examine the status of FBIS foreign national
employees world-wide and to make recommendations for change.
The Foreign Natiqna] Panel should concern itself with theA
ovefa]] management of FBIS foreign nationals, to include
suggestions.for effecting greater standardization of bene-
fits and procedures and for effecting cost savings. It

should also be required to submit a report on its findings

and proposals to the DDCI not later than three months after _ —
receipt of this inspection report.

Recommendations*

*Recommendations B2, D21, and D22, included in the Executive
Summary, apply to this section as well.
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